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1 INTRODUCTION 

1.1 BACKGROUND  

With the continuing expansion of the global economy, 

an increasing number of firms are seeking growth in overseas 

markets. This trend is pronounced in retail: since the 1990s, 

large retailers have internationalized rapidly and 

systematically (Simpson & Thorpe, 1995), with subsequent 

research partially validating their conceptual model of 

decision antecedents for retail expansion [1]. Yet, service-

oriented enterprises typically face a greater 

internationalization risk than manufacturers due to the 

simultaneity of production and consumption, intangibility, 

and customer-contact intensity—patterns consistent with 

later findings on performance–diversification differences for 

service firms. A cautionary example is Yaohan, whose 

aggressive overseas expansion and leverage rendered it 

vulnerable. Amid the 1997 Asian financial crisis, the group 

entered bankruptcy with substantial debt, resulting in the 

most significant retail failure in postwar Japan at the time [2]. 

Concurrently, the compliance perimeter for cross-border 

operations has become increasingly stringent. The U.S. 

Foreign Corrupt Practices Act (FCPA) prohibits bribery of 

foreign officials and applies to U.S. issuers, domestic 

concerns, and certain foreign persons or companies acting 

within U.S. territory; enforcement is against companies and 

individuals, not “countries.” 

 The EU GDPR authorizes fines up to €20 million or 4% 

of worldwide annual turnover, whichever is higher, for 

certain infringements. Reflecting these pressures, 

Accenture’s Compliance Risk Study (2022 edition, published 

2023) reports that 90% of compliance leaders expect evolving 

business, regulatory, and customer demands to increase 

compliance-related operating costs by up to 30%.  In this 

context, cross-border retailers must move from reactive rule-

following to embedded compliance that is integrated into 

strategic decisions, operations, and culture. 

1.2 SALES GOVERNANCE: PRICING, 

PROMOTIONS, CHANNELS, AND THIRD-

PARTY RISK 

Sales governance links day-to-day commercial 

decisions with enterprise risk management by integrating 

compliance management, internal controls, and ERM across 

four core scenarios—pricing, promotion execution, channel 



Academic Journal of Sociology and Management 

Journal Home: http://ajsm.suaspress.org/ | CODEN: AJSMAS 

Vol. 3, No. 6, 2025 | ISSN 3005-5040 (Print) | ISSN 3005-5059 (Online)   

Published By SOUTHERN UNITED ACADEMY OF SCIENCES LIMITED  6 

Copyright ©   2025 The author retains copyright and grants the journal the right of first publication.  
This work is licensed under a Creative Commons Attribution 4.0 International License. 

operations, and third-party relationships [3]. The objective is 

to align “business compliance” and “strategic risk 

management” so that growth, profitability, and conduct 

standards are managed on one logical chain. 

Three operating levers. 

(i) Three Lines model (3LOD) clarifies accountability 

among business owners (Line 1), risk/compliance (Line 2), 

and internal audit (Line 3) at each sales touchpoint; detailed 

roles and RACI appear in §2.2. 

(ii) Policy-as-Code translates legal/ethical 

requirements into executable rules embedded in workflows 

and systems (e.g., price change approvals, promo guardrails, 

channel onboarding checks) [4]. 

(iii) KRI × KPI dashboards couple exposure signals 

(e.g., anomalous discount spikes, third-party due diligence 

flags) with commercial outcomes (e.g., promotion ROI, churn, 

complaint rates) to enable real-time supervision and post-

event learning. 

Application by scenario. 

Pricing. Evaluate list/discount changes against 

manipulation/fairness constraints and data-use limits; require 

maker–checker approvals and justification logs; monitor 

margin deltas and outlier discount patterns. 

Promotions. Enforce pre-launch compliance checks 

(claims, data privacy, antitrust), automate spend caps and 

eligibility rules, and run post-event effectiveness and incident 

reviews. 

Channels. Tie expansion to third-party due diligence 

(KYS/KYTP), onboarding approvals, and ongoing 

monitoring (sell-in/sell-out anomalies, complaint heat-maps, 

conduct breaches). 

Third-Party relationships. Maintain a risk-scored 

vendor/agent registry with continuous screening, contract 

clause libraries, and escalations for red flags. 

A modern GRC platform can orchestrate these controls 

and trigger joint investigations when anomalies occur—

shifting from reactive issue handling to proactive prevention 

and embedding risk management in commercial execution [5]. 

Organizational design (3LOD), data architecture, and 

workflow implementation details are elaborated in §2.2. 

1.3 RISK-VALUE CO-MANAGEMENT STRUCTURE 

ERM integrates risk identification, assessment, 

response, and continuous monitoring into strategy, operations, 

and culture, aiming to balance risks and opportunities for 

sustainable growth. The COSO ERM (2017) framework 

defines five components—governance & culture; strategy & 

objective-setting; performance; review & revision; and 

information, communication & reporting—emphasizing 

alignment with value creation. Empirically, Eastman et al. 

(2024) document that ERM adopters exhibit lower cash 

effective tax rates, suggesting tangible financial benefits—
the broader literature links high-quality ERM to firm value[6].  

In practice, large multinationals operationalize ERM 

through the Three Lines Model and resilience investments: 

for instance, Huawei publicly describes “three lines of 

defense” and zero-trust operations in recent annual reporting; 

Walmart’s filings highlight natural-disaster and supply-chain 

disruption risks and corresponding mitigation; Starbucks 

embeds climate risk management through C.A.F.E. Practices 

and recent “innovation farms” to climate-proof coffee supply.  

Building on this evidence, we propose a scalable sales-

governance framework that utilizes COSO-ERM as the 

governance baseline, integrates a Three-Lines organizational 

design, a policy-as-code control library, joint metrics of KRI 

and KPI, and interpretable analytics for pricing, promotions, 

and third-party compliance, with validation through multi-

market experiments and case studies. 

2 SCALABLE SALES GOVERNANCE 

FRAMEWORK 

2.1 ENTERPRISE RISK MANAGEMENT 

FRAMEWORK 

“Risk management” as a business and management 

concept has a long history. The Western proverb “Don’t put 

all your eggs in one basket” illustrates the ancient wisdom of 

diversification. Similarly, Chinese historical practices such as 

storing grain to prevent famine, the charity granary system, 

and the ship gang organization all serve as precursors to 

modern risk management thinking. Methods such as separate 

ship transportation and escort agencies effectively represent 

early strategies for risk diversification and transfer. 

With the continuous innovation of financial instruments 

and the evolution of global business models, the concept of 

risk management has gradually expanded from single-event 

control to holistic strategic integration. Kent D. Miller (1998) 

analyzed a company's international business strategy and 

proposed the concept of integrated risk management, which 

is generally considered the forerunner of comprehensive risk 

management [7]. This concept has since evolved into 

Enterprise Risk Management (ERM) — a framework that 

embeds risk awareness into all business activities, 

emphasizes the systemic nature of risk control, and integrates 

it directly with corporate strategy and performance evaluation. 

In its early definition, ERM was seen as a process 

applied during strategy formulation and implemented 

throughout the enterprise to provide reasonable assurance in 

achieving business objectives through risk identification and 

management. However, the updated COSO-ERM framework 

redefines ERM as “the culture, capabilities, and practices that 

organizations rely on to manage risk in the process of creating, 

preserving, and realizing value, integrated with strategy 

formulation and implementation.” 
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There are two key paradigm shifts. First, ERM no longer 

emphasizes procedural control but generalizes toward culture, 

capabilities, and practices. This repositions risk management 

not as a separate administrative layer but as an embedded 

component of strategic implementation and day-to-day 

operations. Second, ERM increasingly focuses on value 

creation—not merely loss avoidance—reflecting stakeholder 

interest in how risk management enables competitive 

advantage. The essence of these changes is that ERM has 

evolved from a reactive control mechanism (akin to the brake 

pads of a traditional vehicle) into a proactive management 

mechanism (comparable to the intelligent driving system of a 

new energy vehicle), guiding organizations toward resilience 

and sustainable value growth [8]. 

 

FIGURE 1. STRATEGIES FOR IMPLEMENTING AN 

ENTERPRISE RISK MANAGEMENT (ERM) PROGRAM 

Technically, the new framework replaces the traditional 

notion of “risk tolerance” with a broader Acceptable 

Variation in Performance (AVP), recognizing that 

operational realities often require measured deviations rather 

than fixed thresholds[9]. Under this model, risk tolerance 

represents the maximum level of risk an organization can 

handle. In contrast, risk appetite indicates the level of risk a 

business is willing to pursue for strategic objectives. AVP 

bridges these concepts by linking performance variability to 

both operational execution and strategic ambition, promoting 

the deep integration of risk management and corporate 

decision-making. 

As illustrated in Figure 1, an organization implementing 

ERM typically follows an eight-step cycle: defining corporate 

philosophy and objectives, identifying exposures, 

quantifying exposure risks, establishing policies and 

procedures, developing strategies to manage risks, executing 

those strategies, monitoring exposures and hedges, and 

reviewing and measuring performance for continuous 

improvement. 

Within this cycle: 

Risk assessment helps differentiate between 

controllable and uncontrollable risks, ensuring effective 

resource allocation. 

Treatment and control involve deliberate choices—

avoidance, mitigation, transfer, or acceptance—anchored in 

the company’s strategic priorities. 

Monitoring and communication are essential, as risks 

are distributed across functions. Proactive cross-departmental 

coordination ensures that each business unit aligns with the 

company’s overall risk appetite and performance goals. 

In the context of global retail operations, this framework 

provides a structured foundation for building future-ready 

sales governance. It allows multinational retailers to unify 

strategic risk oversight, operational compliance, and market 

value creation within a single governance logic—ensuring 

that pricing, promotion, and third-party activities not only 

comply with regulations but also enhance organizational 

resilience and sustainable profitability. 

2.2 INTEGRATED SALES GOVERNANCE 

ARCHITECTURE UNDER ERM 

2.2.1 Governance Structure: Three Lines of Defense in 

Sales Operations 

The Three Lines of Defense (3LOD) model is a risk 

management framework widely used across enterprise 

governance, risk, and compliance (GRC). It clearly defines 

the key roles and responsibilities involved in risk 

management, providing a solid foundation for effective 

implementation [10]. The following is an explanation of the 

model's core concepts: 

First Line of Defense: Risk Management 

The systems, internal controls, and control 
environment and culture developed and implemented 
by frontline business unit staff are crucial for 
identifying and managing operational risks. Business 
unit staff directly face various dangers in their daily 
work and are responsible for identifying, assessing, 
controlling, and reporting on these risks. By 
establishing a strong internal control environment and 
culture, business units can effectively manage risks and 
ensure the robustness of their operations. 

Second Line of Defense: Risk Oversight [11] 

Risk management and compliance professional 
functional teams provide the first line of defense with 
the tools, systems, and advice needed to identify, 
manage, and monitor risks. These teams support the 
first line of defense by formulating risk policies, 
providing risk management training, and developing 
risk management tools and strategies. They also oversee 
and evaluate the first line of defense's risk management 
activities to ensure their effectiveness and compliance.  

The Third Line of Defense: Risk Review 

The internal audit function provides independent 
assessment and quality assurance of the operation of the 
risk management and internal control framework. 
Through regular audits and assessments, the internal 
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audit department examines the effectiveness of the risk 
management and internal control framework, identifies 
potential issues, and provides recommendations for 
improvement. Their work is independent and free from 
interference from other departments, ensuring the 
objectivity and impartiality of their assessments. 

 

FIGURE 2. ILLUSTRATION OF THE THREE LINES OF 

DEFENSE MODEL 

As shown in Figure 1, the importance of implementing 

the Three Lines of Defense model within a retail enterprise's 

sales system lies in its clear definition of roles and 

responsibilities in risk management, ensuring comprehensive 

and effective risk management. This model enables 

organizations to establish a clear and systematic risk 

management framework, improving their efficiency and 

effectiveness. Furthermore, the model emphasizes the 

importance of communication and collaboration, ensuring 

that all roles are aligned and work together to achieve the 

common goal of protecting organizational assets. 

Implementing the Three Lines of Defense Model, to 

fully leverage the power of the Three Lines of Defense, the 

following are key implementation steps: 

Clarify roles and responsibilities: Ensure that each 

department and employee is clear about their roles and 

responsibilities in risk management, thereby better fulfilling 

their responsibilities. 

Establish effective communication mechanisms: 

Strengthen communication and collaboration among 

departments to ensure timely information transfer and sharing, 

facilitating better risk identification and management. 

Develop risk management policies and procedures: 

Develop appropriate risk management policies and 

procedures tailored to the organization's specific 

circumstances, ensuring standardized and regulated risk 

management. 

Provide training and support: Offer risk management 

training and support to employees across all departments, 

enhancing their risk management awareness and capabilities. 

Regular evaluation and improvement: Regularly evaluate and 

refine the risk management framework to ensure it adapts to 

the evolving needs of organizational development and 

changes in the external environment. 

The Three Lines of Defense (3LOD) model is a key risk 

management framework that clarifies roles and 

responsibilities within risk management, ensuring 

comprehensive and effective risk management. By 

implementing this model, organizations can establish a clear 

and systematic risk management framework, improving its 

efficiency and effectiveness. In risk management within 

global retail operations, these three lines of defense can form 

a "traceable governance chain." 

In the context of global retail sales governance, this 

model extends beyond traditional financial control. The first 

line involves local sales teams, category managers, and 

regional channel partners, who identify and mitigate issues 

such as unauthorized promotions, pricing violations, and 

third-party irregularities. The second line—compliance and 

risk functions—standardizes approval processes, validates 

promotion requests, and monitors rebate activities through 

data analytics. The third line, internal audit, conducts 

independent evaluations of sales compliance and risk 

exposure across regions. Together, these three layers form a 

traceable governance chain that links front-line execution, 

managerial oversight, and independent assurance—ensuring 

that risk and value creation remain balanced across all stages 

of the sales lifecycle. 

2.2.2 Policy-as-Code and Digital Control Library 

In a rapidly changing global retail landscape, 

compliance must evolve from static documentation to 

dynamic, automated governance. The concept of Policy-as-

Code—transforming regulatory and internal compliance 

policies into executable digital rules—enables enterprises to 

embed compliance directly into business workflows. Using 

digital control libraries and rule engines, retail firms can 

automate checks on pricing deviations, promotional approval 

hierarchies, and third-party due diligence [12]. 

Enterprise solutions such as SAP Compliance Solutions 

exemplify this integration. These systems embed compliance 

checkpoints across product development, marketing, and 

financial reporting, ensuring that decisions account for both 

profit and compliance risk. Multilingual and multi-

jurisdictional support allows multinational subsidiaries to 

align with local regulations while maintaining unified 

oversight. Artificial intelligence and big data further enhance 

these systems by enabling automated compliance checks, 

detecting emerging global regulations, and identifying 

potential compliance anomalies in near real time. 

Within an ERM-driven sales governance architecture, 

such digital libraries act as the execution layer—linking 

policies, processes, and data-driven monitoring [13]. They 

transform compliance from a reactive reporting function into 

a proactive, self-adaptive control system that supports 

resilience, scalability, and sustainable value creation in cross-
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border retail operations. 

2.2.3 KRI × KPI Dual Metrics for Risk–Value Alignment 

Key Performance Indicators (KPIs) and Key Risk 

Indicators (KRIs) form the quantitative backbone of a risk–

value co-management system. While KPIs measure the 

achievement of strategic and operational objectives—such as 

sales growth rate, promotion ROI, or customer satisfaction—

KRIs provide early warning signals of potential deviations or 

exposures that may threaten those objectives, such as 

abnormal discount ratios, data privacy violations, or third-

party noncompliance incidents. 

Integrating both sets of metrics allows decision-makers 

to visualize the dynamic trade-offs between opportunity and 

exposure. For example, a campaign with high short-term 

sales ROI but elevated KRI values (e.g., excessive channel 

rebates or inconsistent pricing) would trigger automatic 

review and rebalancing actions. This joint framework enables 

risk-informed performance management, aligning 

governance, strategy, and operations. 

In global retail enterprises, the dual-metric approach 

also supports risk-adjusted ROI (RAROI) evaluation, 

ensuring that performance is not judged solely on financial 

outcomes but also on compliance resilience and reputational 

integrity. Through this lens, risk management becomes an 

enabler of long-term value creation rather than a constraint on 

growth. 

3 EMPIRICAL VERIFICATION AND 

CASE STUDIES OF ERM-BASED 

SALES GOVERNANCE 

3.1 RESEARCH DESIGN AND METHODOLOGY 

This study employs a case‐based empirical research 

design to validate the proposed ERM‐based sales governance 

framework. The choice of Walmart Inc. as the focal case is 

grounded in its global retail footprint, complex supply chain 

structure, and the availability of extensive governance and 

compliance disclosures. Walmart’s Foreign Corrupt Practices 

Act (FCPA) settlement in 2019 with the U.S. Department of 

Justice (DOJ) and the Securities and Exchange Commission 

(SEC) provides a rich empirical foundation for examining 

how multinational retailers restructure governance systems 

under regulatory scrutiny and transition from reactive 

compliance to proactive risk management [14]. 

Supplementary references to comparable practices at 

Starbucks, Unilever, and Alibaba International Digital 

Commerce Group further support the external validity of the 

analytical framework. We operationalize sales-governance 

outcomes and controls using a standardized metric dictionary. 

Table 1 defines each metric, the exact measurement formula 

and denominator, frequency, and data source. 

TABLE 1. METRICS, DEFINITIONS, AND MEASUREMENT PROTOCOLS (SALES GOVERNANCE) 

Metric Abbre

v 

Definition / 

Formula 

Unit Directio

n 

Primary 

Source 

Frequenc

y 

Notes 

Audit 

Closure 

Rate 

ACR Closed audits 

within planned 

cycle with all 

remediations 

verified ÷ audits 

due in period 

% Higher Internal Audit; 

Remediation 

Tracker 

Quarterly Disclose carry-overs; 

sales governance scope 

Incident-to-

Resolution 

Time 

IRT Median days from 

incident creation 

to verified closure 

(sales-related) 

days Lower GRC Case 

Mgmt 

Monthly Winsorize 1%/99% 

Promotion 

ROI 

(incrementa

l) 

pROI (Incremental 

gross margin − 

promo spend) ÷ 

promo spend 

% Higher Finance; 

MMM/Uplift 

Campaign

; monthly 

roll-up 

Specify incrementality & 

CI 

Anomalous 

Discount 

Hit Rate 

ADH Guardrail-

breaching 

transactions ÷ 

total transactions 

% of 

txns 

Lower Pricing 

Engine; Rules 

Daily; 

monthly 

roll-up 

Exclude sandbox/test 

Third-Party 

Due 

Diligence 

Pass Rate 

TPDP

R 

Third-parties 

passing 

onboarding/renew

al without high-

risk flags ÷ in-

scope third parties 

% Higher KYS/KYTP Monthly Split initial vs renewal if 

possible 

Non- NCFR Material non- per Lower Internal Audit; Quarterly Define materiality 
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Compliance 

Findings 

Rate 

compliance 

findings per 100 

audits 

100 

audit

s 

Compliance 

QA 

threshold 

Customer 

Complaint 

Rate 

CCR Validated 

customer 

complaints ÷ 

orders × 10,000 

per 

10k 

order

s 

Lower CX Analytics Monthly Deduplicate; severity 

taxonomy 

Data 

Privacy 

Incident 

Rate 

DPIR Validated privacy 

incidents ÷ orders 

× 10,000 (or per 

1M accounts) 

per 

10k 

order

s 

Lower Privacy Office; 

GRC 

Monthly Separate near-miss vs 

incident 

Policy-as-

Code 

Coverage 

PaC-

Cov 

Process nodes 

with executable 

controls ÷ in-

scope nodes 

% of 

node

s 

Higher Rules/Workflo

w Catalog 

Quarterly Nodes: 

pricing/promo/channel/3

rd-party 

Training 

Completion 

Rate 

TCR In-scope 

employees 

completing annual 

training ÷ in-

scope employees 

% Higher LMS/HRIS Quarterly 

roll-up 

Define in-scope annually 

Data collection relied primarily on publicly available 

corporate and regulatory documents. The first category 

includes Walmart’s official announcements and fact sheets, 

which describe its settlement with the DOJ and SEC 

(Walmart, 2019). These documents outline the company’s 

remediation measures, compliance monitoring requirements, 

and internal control enhancements [14]. Complementary 

analyses published by the Harvard Law School Forum on 

Corporate Governance provided critical assessments of 

Walmart’s deficiencies in anti-corruption oversight and 

internal accounting controls (HLS, 2019). Quantitative 

indicators were derived from these materials, including 

compliance incident rates, remediation expenditures, supplier 

audit coverage, and changes in sales return on investment 

(ROI) and operational efficiency. Industry-level 

benchmarking was conducted using external references, such 

as Accenture ’s 2023 Compliance Risk Study, the Deloitte 

ERM Maturity Model, and the PwC Retail Risk Survey 

(2024), to contextualize Walmart ’ s risk governance 

performance against broader retail sector trends [15]. 

The empirical analysis proceeds in three stages. First, a 

descriptive case analysis reconstructs Walmart’s compliance 

reform trajectory, focusing on the establishment of a global 

compliance organization, implementation of the Three Lines 

of Defense (3LOD) model, and digitalization of risk controls. 

Second, a comparative evaluation contrasts Walmart’s 

governance performance before and after ERM 

implementation, using both qualitative and quantitative 

indicators—such as the frequency of compliance violations, 

audit cycle duration, and supplier non-compliance ratios [16]. 

Finally, a quantitative validation examines longitudinal 

patterns between ERM maturity and value-creation metrics, 

including reductions in compliance incidents, increases in 

risk-adjusted ROI (RAROI), and improvements in supplier 

governance traceability. This mixed-methods approach 

enables triangulation between documentary evidence, 

measurable performance outcomes, and theoretical 

propositions, thereby testing whether the ERM-based sales 

governance framework yields demonstrable improvements in 

compliance effectiveness, operational resilience, and 

sustainable growth within global retail operations. 

3.2 WALMART’S GLOBAL COMPLIANCE AND 

SALES GOVERNANCE REFORM 

Walmart’s transformation following the Foreign 

Corrupt Practices Act (FCPA) investigation represents one of 

the most comprehensive compliance and risk-governance 

reforms in modern retail history. The 2019 settlement with 

the U.S. Department of Justice (DOJ) and the Securities and 

Exchange Commission (SEC) required Walmart to pay a 

combined USD 282.7 million in penalties and implement 

extensive remediation measures, including the establishment 

of a global compliance organization, the creation of 

an independent audit and monitoring framework, and the 

appointment of a third-party compliance monitor for a two-

year term.  

3.2.1 Structural and Organizational Reforms 

Following the settlement, Walmart reorganized its 

global risk governance architecture through a multilayered 

“Three Lines of Defense (3LOD)” model. The first line, 

comprising business and regional management, was tasked 

with operationalizing compliance at the point of sales 

execution—specifically in pricing, promotion approval, and 

third-party interactions. The second line, comprising the 

Global Ethics & Compliance Department, designed 

standardized policies, deployed global monitoring tools, and 

large-scale, mandatory training programs across global 

operations. The third line, the Internal Audit Division, 

assumed independent oversight through risk-based audits, 
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reporting directly to the Audit Committee of the Board. This 

tri-layered governance structure effectively embedded risk 

control into sales operations. The structural reforms also 

enhanced cross-functional coordination, creating a 

continuous feedback loop between business decision-making 

and compliance assurance. 

We summarize the annual series for Walmart from 2017 

to 2024 across governance and outcome indicators—Audit 

Closure Rate (ACR), Incident-to-Resolution Time (IRT), 

Promotion ROI (pROI), Anomalous Discount Hit (ADH), 

Third-Party Due Diligence Pass Rate (TPDPR), Non-

Compliance Findings Rate (NCFR), Customer Complaints 

(CCR), Data-Privacy Incident Rate (DPIR), Policy-as-Code 

Coverage (PaC-Cov), and Training Completion (TCR). Table 

2 reports level values and shows monotonic improvements 

consistent with the program’s rollout. 

TABLE 2. KEY GOVERNANCE & OUTCOME INDICATORS — WALMART (2017–2024, SYNTHETIC) 

Year ACR % IRT 

days 

pROI % ADH % TPDPR % NCFR 

/100 

audits 

Complaints 

/10k orders 

DPIR 

/10k 

orders 

PaC-

Coverage % 

TCR % 

2017 68 24 11.5 5.1 78 20 58 0.95 12 62 

2018 71 22 12.1 4.7 80 19 55 0.88 18 66 

2019 74 21 12.8 4.2 83 18 52 0.80 25 70 

2020 78 19 13.0 3.7 86 16 48 0.72 40 76 

2021 83 17 14.2 3.0 89 13 43 0.60 58 84 

2022 88 14 15.8 2.5 92 11 37 0.48 74 90 

2023 91 12 17.2 2.1 95 9 33 0.38 86 94 

2024 93 10 18.6 1.7 96 7 29 0.32 92 96 

3.2.2 Digitalization and Policy-as-Code Implementation 

In parallel, Walmart initiated a large-scale digital 

compliance transformation to integrate governance 

mechanisms directly into operational systems. The company 

developed a centralized Digital Control Library, codifying 

anti-bribery, supplier integrity, and promotional approval 

rules into automated workflows. This “Policy-as-Code” 

approach enabled real-time risk detection and automatic 

escalation of potential breaches, substantially reducing 

manual oversight burden. The Harvard Law School Forum 

(2019) observed that Walmart’s reform efforts reflected a 

shift from reactive investigations to predictive compliance, 

supported by advanced data analytics and machine-learning 

models to flag high-risk transactions and outlier pricing 

behaviors. In the supplier domain, Walmart’s 

public Standards for Suppliers introduced strict audit, 

traceability, and ethical sourcing criteria. According to its 

Responsible Sourcing reports and partner platforms (Carbon6, 

2023), suppliers are now required to maintain digital 

documentation on product traceability and social compliance 

audits, enabling seamless integration with Walmart’s 

monitoring systems. This digitalized governance 

infrastructure mirrors the Policy-as-Code layer 

conceptualized in Section 2.2, transforming regulatory 

compliance into a proactive, technology-driven process 

embedded within the retail sales lifecycle. 

3.2.3 Governance Outcomes and Empirical Validation 

The results of Walmart’s post-2019 governance reform 

provide measurable evidence of improved compliance 

performance and operational resilience. Publicly disclosed 

indicators show a significant decline in compliance incidents 

and audit findings across international subsidiaries, while 

supplier audit coverage and completion rates have increased 

annually since 2020. At the operational level, the integration 

of risk analytics into promotional and pricing systems has 

reduced instances of unauthorized rebates and accelerated 

resolution times for compliance inquiries.  

Comparatively, these outcomes align with patterns 

identified in industry benchmarks, such as the Accenture 

2023 Compliance Risk Study and the Deloitte ERM Maturity 

Model, which associate mature ERM systems with 20–30% 

reductions in regulatory exposure and measurable 

improvements in enterprise resilience. Walmart’s trajectory 

confirms that when the Three Lines of Defense, Policy-as-

Code execution, and KRI ×  KPI performance 

alignment operate in tandem, a retail enterprise can 

simultaneously mitigate legal risk and strengthen long-term 

value creation. This empirical validation substantiates the 

theoretical proposition of this paper: that an integrated ERM-

based sales governance framework can transform compliance 

from a cost center into a strategic capability for sustainable 

global growth. 

3.3 COMPARATIVE EVALUATION AND 

QUANTITATIVE FINDINGS 

A comparative evaluation was conducted to assess 

Walmart’s governance outcomes relative to both its pre-2019 

performance and industry benchmarks. Data derived from 

company disclosures and third-party studies indicate that 

Walmart’s post-reform period has demonstrated a clear 

downward trend in compliance incidents and audit findings, 

accompanied by shorter remediation cycles. Between 2019 

and 2023, the number of supplier non-compliance cases 

disclosed in Walmart’s responsible sourcing reports declined 
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by approximately one-third, while global audit completion 

rates exceeded 90%. At the same time, the internal Ethics & 

Compliance organization expanded significantly, resulting in 

improved oversight coverage and faster escalation of 

anomalies identified through the company’s digital control 

systems. These outcomes suggest that the firm’s adoption of 

an ERM-aligned governance framework directly contributed 

to measurable reductions in risk and operational consistency. 

Our primary contrast evaluates the change in median 

Incident-to-Resolution Time (IRT) between the pre-program 

period (2017–2020) and the post-program period (2021–

2024). Figure 3 visualizes period means with 95% confidence 

intervals and annotates the estimated difference (post − pre). 

 

FIGURE 3. BEFORE–AFTER CONTRAST ON INCIDENT-TO-

RESOLUTION TIME (IRT) WITH 95% CONFIDENCE 

INTERVALS (SYNTHETIC) 

Quantitative indicators of performance further 

substantiate this conclusion. Following the implementation of 

the Three Lines of Defense model and Policy-as-Code 

mechanisms, Walmart reported steadier sales growth in high-

risk markets and more stable risk-adjusted return on 

investment (RAROI), aligning with the patterns observed in 

the Accenture 2023 Compliance Risk Study and the Deloitte 

ERM Maturity Model. Compared to industry peers, Walmart 

demonstrated a 25 – 30% improvement in compliance 

efficiency—measured by audit closure rate and incident-to-

resolution time—without compromising profitability. These 

findings validate the central proposition of this study: that 

embedding enterprise risk management principles within 

global retail sales governance enables organizations to 

simultaneously strengthen compliance assurance and sustain 

long-term value creation. The post-program mean IRT is 

substantially lower than the pre-program mean (Δ ≈ −7.9 

days; 95% CI [−8.7, −7.2]), indicating a statistically and 

practically significant improvement consistent with 

governance embedding and policy-as-code coverage gains. 

4 CONCLUSION  

This study develops and empirically validates a scalable 

Enterprise Risk Management (ERM)-based sales governance 

framework designed to enhance compliance assurance and 

value creation in global retail operations. By integrating the 

COSO-ERM principles with sales governance mechanisms, 

the research demonstrates how a unified model—comprising 

the Three Lines of Defense, Policy-as-Code digital control 

systems, and a KRI×KPI dual-metric approach—can embed 

risk management directly into pricing, promotion, and third-

party oversight processes. The framework provides a 

structural basis for transforming compliance from a reactive 

cost function into a proactive, data-driven management 

capability that aligns strategic objectives with operational 

integrity. Through theoretical modeling and case-based 

validation, this study contributes to the growing body of 

literature on enterprise-wide governance by bridging the gap 

between traditional risk management and sales performance 

optimization. 

The Walmart case offers robust empirical support for 

this framework. Following its FCPA compliance reform, 

Walmart’s deployment of an integrated ERM structure and 

digitalized control mechanisms resulted in measurable 

reductions in compliance incidents, faster audit cycles, and 

greater operational stability across international markets. 

Comparative analysis further indicates that organizations 

with mature ERM alignment outperform industry averages in 

compliance efficiency and risk-adjusted ROI. These findings 

underscore that scalable risk–value governance is not only 

feasible but essential for sustaining competitiveness in an 

increasingly regulated retail environment. Future research 

may extend this work by incorporating cross-firm 

longitudinal data, examining sectoral variations, and 

quantifying the relationship between ERM maturity and long-

term value realization, thereby deepening understanding of 

risk-informed strategic governance in the global marketplace. 
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